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I. INTRODUCTION

Force modernization in any army is & massive
undertaking involving large amounts of money and a great
éeal of time. It is not inconceivable for a system to take
10 to 1S years from concept to production to actual fielding
of the <first model in a unit. In fact the research,
development and acquisition process based on the Life Cycle
System Management Model (LCSMM) has built in time phases
that create much of the delay encountered in obtaining a new

system for the field.

This study analyzes a new approach to the acquisition
of a major communications system and tracks those actions
necessary to support the manning of the new system in the
field. The Nondevelopmental Item (NDI)> acquisition process
eliminates years of time and millions of dollars of
expensive research and testing enabling the Department of
Defense to field much needed equipment in a significantly
shorter time. The NDI acquisition process roughly cuts the
time required to field a system under LCSMM to one-forth the
normal time, or better. Because of the greatly compressed
time schedule, personnel actions and requirements normally

spread out over the LCSMM process are also compressed. This

p.1




2 reduced time <frame has the potential of creating
é far-reaching problems in the personnel arena. These
4 potential problems served as the genesis of this study, the
purpose of which, is to look at the personnel actions and
X MOS restructure required to support the fielding of a new
item of communications equipment acquired through the NDI

process and to determine if personnel actions developed in

bk okt

P’y
-

support of the fielding of NDI acquired systems should be
continued or abandoned, with a return to conventional

personnel support systems

- -

I11. BACKGROUND

el <

-t

There were many factors that came into play which
ulitimately resulted in the US Army purchasing a new tactical
radio system for use at Corps and Division. The most
{ significant one, however, was the simple fact that the
| communications doctrine emploved by the Army for over 20
y years did not meet the requirements for supporting Airland
Battle doctrine. " The rapid evolution of tactical doctrine
over the past decade, to the Airland Battle concept,
\ dictated a significant change in communication doctrine and
s . means to support the deeper, expanded and integrated
R battlefield. The need <for increased flexibility,

g dispersibility, mobility and transportability is concurrent

p.2
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with the requirement for simplicity and a reduction in

manpower intensity ."1i It is interesting to note that the

Signal Corps, as far back as 1976, had determined that the
evolving tactical doctrine was going to leave the
communicators " standing in the dust" if they did not come
up with a new and innovative concept to support the Corps
and Divisions in their command and control needs. In short,
the existing seystems were too cumbersome, complex and

manpower intensive to support the evolving doctrine.

During the latter part of 1983 the Vice Chief of Staf¢f
of the Army directed TRADOC and the US Army Signal School in
particular, to relook the current tactical communications
doctrine designed for division and corps level support. He
told the assembled group, "the Army should be 1looking for
smaller, lighter weight and more mobile communications

electronic equipment for the tactical forces, specifically

the divisions. My specific goal is to get a greater
capability with less people and fewer dollars."2 His
guidance included the following major points: (1> No

personnel ramp-up for the Signal Corps; (2> Reduce Compo |
by SK Signal Soldiers; (3) Field more mobile/robust C3

systems; (4) ©Go Non-developmental Item acquisition if

required.

To assist in finding a solution to the communications

doctrine deficiency and the people and money question, a

p.3




commi ttee was developed to look at the problems from a

coordinated Signal Corps viewpoint, The committee conducted
a Battlefield Communications Review (BCR). They soon
determined that in order to support the new tactical
doctrine and bring about a reduction of personnel in the
Signal Corps, some form of Mobile Subscriber Equipment (MSE)

system would be an absolute necessity.

"The Mobile Subscriber Equipment System,... is an
integrated corps—division ne twork of smaller, more
survivable communications nodes configured in an area common
users communictions grid system. The backbone system
integrates the <functions of radio trunking, switching,
communications security, and systems control into a
composi te communications system. Network users gain access
to the system through extension nodes (node centrals?> by
some form of radio trunking. The MSE system will be capable
of providing secure voice and data communnications
connectivity, on a discrete address basis, to users (bath
mobile and stationary) regardless of their physical location

on the tacticai battlefield.”3

" In 1976 the Signal Center completed a study which |
designed an objective architecture for the 19807 s--~the j
Integrated Tactical Communicatione System (INTACS). Mobile
Subscriber Equipment (MSE) was the linchpin of that proposed

system at division level. The MSE requirement was ... fully

p.4
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:;;.’ documented and an Operational and Organizational Plan was

1?'3:’ written.” 4 ; .

,?::g Al though the requirement was fully recognized

,’f"‘ ten years ago, the system was not purchased because the

: .technical feasibility was uncertain and the cost was seen to

*. be prohibitive.

e,

% i - In January 1984 the Signal Corps leadership met to

E' discuss once again the problem of command and control in

.:t support of Airland Battle doctrine. “On 5 January 1984,

a::*:::. the Vice Chief of Staff of the Army approved the MSE

:SE;:‘; architecture and directed funding, programming, and

::'::: implementation actions to enable us to field MSE (Corps and

i below) and TRI-TAC at EAC for the total Army---Reserve as

\{“3 well as Active Component---by 1992.“5 By early July a

::‘»" request for proposal (RFP) was completed, calling for the

‘::;:: acquisition of a total system, and was released for bids.

§:$ The plan was to award a contract in mid-1985 and start

:') equipment flowing to the field in the early part of FY (987.

e

‘\w On November 6, 1985 the Department of Defense

?:'" annnounced that a $€4.3 billion contract had been awarded to

the GTE Corporation and Paris based Thompson-CSF.é "The

;b-l introduction of MSE into the Airiand Battlefield will be the

;:: most intensive force modernization action yet envisioned.

T It totally integrates the command and control structure at

%‘E corps and below, reorganizes and reequips Signal wunits, i

o |
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f‘ places Reserve component units in the same generation as
their active counterparts and totally reorients the manner

of doing command and control! functions."?

2! 111 Restructuring the Force

As a result of the Signhal School Mission Area Analysis
of the Airland Battle and in particular the assesment of the
communications support doctrine, it was determined a new
support approach was needed immediately in the area of

o tactical communications. The quickest available solution

-

N

to the problem was a material fix, or the fielding of new

equipment, which could support the tactical doctrine being

:.‘Tl‘.”

developed for the umbrella concept of Airland Battle.

T

The Operational and Organizational Plan (0CP’
4 originally drafted in 1976, which addressed MSE, was pulled

out and dusted off by the Signal Center. After a careful

et

assessment, the plan was redrafted and addi tional

requirements identified that would enhance the C2 gyctems

Tl u

capabilities on the battlefield. The Signal School
published a new draft 0&0 Plan in September 1984. The plan
;; outlined a concept of what the force structure would 1look
like and how it would be acquired, deployed, operated, and
supported in peacetime and wartime. The draft 0&0 Plan is

0 the focal point for the development of the Basis of Issue

-

p.é
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Plan (BOIP) and the Qualitative and Quantitative Personnel

l Requirements Information (QQPRI)> documents.

A BOIP is a planning document tailored to each materiel

ﬁv i tem. It describes the nuymber of principal and support
f&v iteme required for each organizational element and lists the
B other equipment and personnel changes to the organization
g: that are required to operate and support the BOIP item. The
§f BOIP reflects the minimum essential wartime requirements for
* personnel and equipment, but is not a requirements document,
EEE fielding or distribution plan, or redistribution plan for
% displaced items. A BOIP is either tentative or final and
%’ always has a related QGPRI.

fk

é% A GEPRI is a document that lists the MOS(s), skills,
¥ tasks, and knowledge required to operate and support the new
% item along with the estimated time required to maintain it.
,% It also lists the number of direct operators and descriptive
% titles : duty positions for the operators and maintainers,
}; as well as individual duties and tasks. If a new MOS is
tal required, it will contain a recommended MOS <from which
§ personnel can be obtained, along with the required
f% knowledge, sKills, abilities, and physical-mental
;ﬁ qualifications.

As a part of the draft 040 Plan the proponent (US Army

]

%: Signal School) was required to identify personnel
Bl

]

o p.7
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requirements and recommend any MOS changes or restructuring
o deemed necessary to support the new equipment being proposed
3 for fielding . At this point, the proponent took several
Key actions affecting personnel: A draft plan TOE for Corps

and Division signal battalions was formulated; new MOSs were

N proposed; a Basis of Issue Plan (BOIP) and a Qualitive and
i) Quantitative Personnel Requirements (QGQPRI)> document was
o

ﬂ developed, or should have been. The delay in submitting a

N - BOIP is discussed in a later portion of this study. The

most significant of these action, called for the creation of

-
N

three new “operator" MOS under the provisions of AR &11-1,

Military Occupational Classification Structure Development

- W e e

and Implementation,

The Signal Center determined that existing Signal MOSs

did not adequateiy describe those actions and functions that

-
" -

would be required by soldiers operating the new MSE

equipment. It was also decided that the use of additonal

o

e

skill identifiers (ASI)> only, would not give the personne)
J managers the tools necessary to manage MSE trained service
| members. Career Management Field (CMF) 31 was selected to
be the career field underwhich MSE trained soldiers would be

managed.

The mechanism used to develop the three MSE related
MOSe needs to be examined closer to understand what the

proponent went through in the design of the new MOSs to be

EX R W g ]

p.8
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! proposed for Army wide selection and fielding. AR 600-3:
i The Army Specialty Proponent System, lars out the MOSs and
SCs that each service school is responsible for in
developing and monitoring those MOSs required to install,
Kl operate and maintain the myriad of army equipments and
systems. As the proponent for CMF 3t the Signal School
& organized a Proponent Office to work with its Combat
Development Directorate in the development and

recommendation for those Signal (Communications~Electrorics)

?v MOS requiring change, reconfiguration, elimination or
g addition as a result of the decision to <field Mobile
)

;i Subscriber Equipment.

i

ﬁ; Using AR &11-1 as a guide, the Signal Center Proponent
Eg Office began the tedious work of analysing what precisely an
;&J MSE equipment operator would be called upon to do. They
§§ studied existing MOSs in the tactical communications areas
o carefully assessing the training involved with each MOS. An
ﬁé' attempt was made to try to use those MOS that currently
;?l existed and were in the force in some quantity. The desired
5%{ course of action was to find existing MOS that could receive

some additonal training and through the use of an ASI], be

designated as MSE operators. The search proved futile.

It was determined that because of the dramatically
different doctrine to be employed by MSE and the new

equipment called for, the only way to satisfy the M0OS and

p.?
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training requirement would be to develop new MOSs and a
training program to support them. The Proponent Office
decided to use five existing MOSs and consolidate them into
the three new MOSs proposed for supporting MSE. The five
MOS used as the bases for the three new ones designed to
support MSE will remain in use in the Signal Corps in their
origional design in support of the systems for which they
were designed. Some soldiers holding these five MOS will,

however, be retrained in the newly created MSE M0S.8

The following chart shows graphically how the old MOSs

were used to create new ones:

31C 31iM 36M 72t 31C 3iM 72E 34C

NCO NCO NCO NCO

31D 31F 31u
MSE MSE MSE
TRANSMISSION NETWORK SYSTEMS
SYSTEMS SWITCH FOREMAN
OPERATIONS OPERATOR

Oy L
S AR




R A brief job description of each of the new military
AR
jjg occupational specialties developed to support the Mobile

Subscriber Equipment follows:

%
3%& "MOS 3iD: The mobile subscriber equipment transmission
8
}ﬂa systems operator supervises, installs, operates and performs
N

unit level maintenance on MSE equipment, radio access units
t“EV -
gy (RAU)>, and radio linKs.
)
o)
Vol MOS 31F: The mobile subscriber equipment network switching
fﬁ; operator supervises, installs, operates and performs unit
:0‘!‘9'
f?' level maintenance on node and extension switches, associated
L ‘Qi
kdﬂ multiplexing, Net Radio Interface equipment, and COMSEC
1
A devices.
lg']
aa
a . MOS 3iW: Both of these MOS will be capped by MOS 3iW, MSE
L

Foreman, at E-7. This provides the MSE platoons selected
r e
;;? dtaff positions with home grown MSE-trained NCO having
3"' 3
ﬁrf concentrated Knowledge in all areas of MSE." ¢
7:‘ ’e;:
1
5%3 Because of the detailed training currently received by
\{
‘td
oS CMF 29, no plans were made to create a specific maintenance
)
s
it MOS for MSE. It was felt by the proponent that existing
:ﬁg : maintenance MOSs could receive selected training on MSE and
(( \
3

ga be managed with an ASI.
¥ .

The rationale for selecting these particular feeder MOS

X can be found in AR é11-201: Enlisted Career Management

:h. [ 7
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Fields and Military Occupationa)l Specialties. In April 1984
the proponent forwarded their draft recommendations to
Department of the Army for approval. Specifically the
recommendations were sent to the Soldier Support
Center-National Capital Region (SSC-NCR> currently
co-located with the US Army Military Personnel Center in
Alexandria, Virgenia. The SSC-NCR in coordination with
MILPERCEN, DCSPER, DCSOPS, TRADOC and MACOMS, conducts a
review of the proposed MOS changes and coordinates their
final acceptance for inclusion in the new TOE‘s under
development by the Signal School. With the approval of the
new M0OSs the BOIP/QQPRI can be put into final form and the

process of manning the force initiated.

IV MANNING THE FORCE

On 10 January 1986, a Personnel Integration Review
(PIR>) was conducted which drew together the Key personnel
plarers of the numerous agencies responsible for ensuring
manpower is available to support the firet MSE systems to be
fielded in early CY88, and subsequent fieldings out through
the 1990 time <frame. It ehould be noted that, at this
point, several Key actions were underway to support manning
the MSE force. However, one vital action had not been

initiated because, in the hurry of NDI acquisition, it was

p.12
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felt the step could possibly be by-passed. That step was

the development of the BOIP/QGPRI.

Al though recognized in the early planning stages as
the Key step which follows the development of the 0O&0 Plan,
but being in haste to secure a contract and ensure that
trained soldiers were on hand to man the system, the
BOIP/GQQPR! submission took a back seat to the development of
new MOS and the development of a draft TOE. The January PIR
brought the omission of this effort to the glaring

attention of the entire personnel communi ty.

The failure to develop a BOIP and a QQGPRI can be seen
as a major miscalculation on the part of the Signal School
and AMC (CECOM)> in their unrelenting efforts to field a new
system in a compressed time frame in order to meet the
guidance of the Army‘s leadership. These documents can not
be eliminated because of the many and varied roles they play
in the overall process of fielding new systems for the Army.
The BOIP and QGPRI are absolutely critical to defining the
number of personnel and equipment to be found in new or

revised TOE.

The BOIP also serves to determine the Initial Issue
Quantity (IIQ>, the Army Acquisition Objective (AAD), and
the logistical distribution and support plan for new systems
entering the Army. The material development community uses

p.13




the document to determine program requirements, life cycle
cost estimates and trade-off analysis. Combat developers
use it to update TOE. Other commands and agencies involved
with material acquisition vuse it to show the planned
organizational placement of new items of equipment and

personnel in TOE/TDA/CTA/JTA/AOP.

"The QQPRI is a compilation of organizational,
doctrinatl, training, duty positions, and personnel
information. It is prepared for new or improved materiel
systems by the materiel developer or materiel acquisition

agency, in coordination with the combat developer and

trainer....This information is used as follows: (1>To
determine the need to establish or revise M3, &: =nd
civilian occupational series. (2> To prepare plans to

provide the training and personnel needed to operate,

maintain, and support the new or improved materiel system or

item of equipment.” 10 The QGPRI is submitted at the same
time as the BOIP and is in fact a supporting document vital

to the personnel planners across the entire spectrum.

It should be pointed out however that AR 71-2 provides
for the submission of an expedited BOIP and QGPRI for
Non-Developmental [tems. The requirements call for input
from the materiel developer or provider and the combat and
training developer. “I1¥ delayed or incomplete, it can

preclude timely personnel support for the materiel system

p.14
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being fielded. The personnel requirements will include the
» principal items, all associated support items of equipment
(ASIOP) components <(end items to include maintenance

vy significant items)> that make up the system.l1l

@g A time span of six to eight years is normal for the
BOIP process to occur from the development of a tenative
1 éOIP, following Milestone I in the normal life cycle system,
it thru the first unit fielded (FUE). The NDI process calles
for the BOIP/QQAPRI process to be completed in twenty-four

35 monthe with a one-time submission of both documents.

Vet CONCLUSION

’éi For the last 20 years the Signal Corps has supported

division and corps units with a communication system that
ﬁq was complex, man-power intensive and not responsive to the
&§ needs of the user. The tactical employment of these units
‘2. however, did not force the Signal community to take any
Ahe drastic measures although tactical communicators at all
o levels recognized the problem. With the advent of new
doctrine it became an absolute necessity to reevaluate

3{~ - communications support doctrine for these Key tactical

si 2
Ky units.
)

possible course of action to solve the communiction

'»"
i

e s

Mobile Subscriber Equipment was seen as the best

oo o wl}

.
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requirements to support Airland Battle doctrine. MSE will
also enable the Signal Corps to rapidly field a new system
of radio equipment to reptace existing, old, worn-out
equipment. To do all of this, the Non-developmental Item

acquisition process was employed.

The NDI process, while relatively simple in structure,
;resented numerous new and challenging problems to the
Signal community. Because of the fact that the NDI process
greatly reduces the time normally experienced to field a
system under the LCSMM system, Key steps in the personnel

arena were overlooked, or activated out of sequence, causing

delays and confusion in the personnel community.

The lack of a MSE Personnel Support Plan has caused
the following problems to occur, the resolution of which are

vyet to be accomplished.

o Identification of personnel policies and regulations that

may require waivers to support the fielding of MSE.

© Ensure replacement soldiers being assigned to an MSE unit

receives formal MSE MOS training, e.g. TDY enroute.

o ldentify reclassification procedures for all soldiers
affected by MSE fielding, e.g. directed or voluntary

reclassification.
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W 0 Soldiers whose positions are deleted due to MSE fielding
AN
Wiy
3&? will either be reclassified to other MOS’s and/or moved into
\“.
X
hd authorized positions.

&0
‘%& o Currently there are no approved TOE’s for MSE units. The
W
. ’Li ]
$¥, Signal School is developing TOE‘S and TRADOC must expedite
el

83

A boarding action in order to get into the July 84 Management
'(l' §:

32 6f Change (MOC) window.
i3
Wy

a*%& o The transition from current to MSE MTOE‘’s involves a
e certain amount of flux that will impact on unit readiness.
Lkt
feth
~§% What this impact is and procedures for handling it must be
Saght
L) ?:1
ﬁ% determined. ODCSOPS must study the issue and submit
TR
‘kf recommendations .12
R
:¢:0:|
wk‘ The failure, or oversight, on the part of the Signal
(]
“'l‘.
School to submit a timely BOIP and QQPRI has contributed

£l

)
) significantly to the above problems which, at best, are only
&
f% representative of the myriad of problems that remain to be
Wy

J resoclved before MSE can be fielded.

\I""

)
’::.t‘ .
b The purpose of this study was to look at the personnel
4,
4 W '
o procedures employed in the fielding of a new communications
3;‘ system acquired using an NDI acquistion process. As a
N
ﬁ$} result of this study the <following oberservations are
-.I. “
fatyhe
_mﬂ presented. 1 The use of the NDI system in the Signal
E$4 Corps is a new experience and few personnel have an
K

5
%,. appreciation of the system. (2) The LL3™ is a complex
o

s':“'_ "
— p.17
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" system that covers several years, allowing the personnel
system to move along at a fairly unhurried pace. (3> The
existing personnel system emplored in todars army, in spite

' of automation, is complex at best. <(4) ODCSOPS, ODCSPER and

% TRADOC in their collective role do not have a single source
Q- document that can be referred to by an action officer to
é‘ explain personnel system functions on a routine basis, to
ﬁ say nothing of an exception such as that raised by the
h employment of NDI acquisition.

? In the final analysis, personnel systems as they
g currently exist are adequate to support the fielding of new
a syptems using the NDI process. However, DA DCSOPS in
f coordination with DA DCSPER, should take the 1lead in
g developing a detailed document that can be used by action
' officers at all levels and in all commands that clearly
;ﬂ outlines step by step those actions required to field a new
g system using the NDI approach. In order to avoid delays and
1 confusion the personnel system must be understood and made
& to support the fielding of new equipment by causing the
E existing system to be triggered in a timely manner to
i~ support the compressed time schedule brought about by the
%; NDI acquisition process. Moet actions in the personnel
5; arena necessary to field MSE are currently in progress.
; They did not however, occur in a smooth, well coordinated
i

, r.

§ manne

X
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The fielding of MSE will point out to the Signal
community, in no uncertain terms, that NDI procurement is
the wave of the future, particularly in the <field of
communications—-electronics. The personnel system can and
will support the NDI approach but it must be properly
managed by the personnel experts at all levels with emphasis

on timeliness and responsivness.

One last obvious questiorn remains. Having looked at
the numerous personnel actions required to support an NDI
acquired item of equipment, specifically MSE, and
recognizing the fact that a critical step was overlooked,
what is the impact on fielding MSE on schedule? The answer
is...none! Fortunatly, simultaniously with the fielding of
equipment, a New Equipment Training Team (NETT) will be
conducting training on the equipment. At the completion of
this training soldiers will be certified in the new MSE MOSe
and the local Military Personnel Office (MILPO. in
coordination with MILPERCEN will convert them to the new
MOSs. The Signal School! will not see its first MSE student
for at least a year or 1longer after the first unit is

equipped.
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